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Abstract

This study aimed to fill the gap in social enterprise and human resource literature by
exploring the recruitment and retention strategies of Philippine social enterprises. Specifically, the
study aimed to identify the strategies utilized by Philippine social enterprises to recruit and retain
workers, determine the challenges faced by Philippine social enterprises in recruiting and retaining
workers, and examine if the recruitment and retention strategies of Philippine social enterprises
change over their business life cycle. Cross-case analysis approach was used. Data were collected
from three social enterprises.

Case study evidence drew on semi-structured interview and review of archival documents
and Web resources. Study findings suggest that social enterprises in the Philippines use sub-stream
or alternative recruitment channels because these were less costly to use and facilitated faster
recruitment. As social enterprises move to the next stage of business growth and improve their
financial capability, they utilized mainstream channels, while still recruiting using sub-stream
channels. Results of the study also showed that the social enterprise were financially limited to
provide attractive compensation during recruitment at the early stage of the business. Prioritization
of the social goal steered the companies to implement an informal non-financial retention strategy.

Founders and managers of social enterprises can use sub-stream or alternative channels to
help them attract qualified candidates possessing the beliefs, attitudes, knowledge and skills fit to
the philosophy and objectives of their enterprises.

Key Words: Cross-case analysis, social enterprises, mainstream and sub-stream channels,
recruitment and retention strategies

Introduction

The development of social enterprises has changed the “business as usual” or “the business
of business is business” idea about the purpose that business serves in society. Unlike their
mainstream business counterparts, social enterprises follow a business model where profit is not
the only goal. Equal emphasis is placed on creating social value. Seelos and Mair (2005) state that
social enterprises are “rapidly growing number of organizations that have created models for
efficiently catering to basic human needs that existing market and institutions have failed to
satisty” (p.1).

Given their social mission fused with financial objectives, social enterprises operating in a
business environment together with their mainstream counterparts are more challenged to grow
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and achieve their performance objectives. Social enterprises should secure legitimacy to obtain
resources and sustain their businesses (Lee, Shin, Park & Kim; 2018). The role of the social
enterprises’ workforce cannot be downplayed in achieving a seemingly contradicting dual goal
(Mastrangelo, Benitez & Cruz-Ros, 2017). Social enterprises in the Philippines are faced with lack
of workforce with business skills, particularly skills such as business development and
management, accounting, legal, tax, marketing, logistics and distribution, and this has become an
impediment to the sector’s growth (Darko et. al., 2015). In the study of Habaradas and Aure (2016)
on social enterprises in the Philippines, they concluded that aside from the challenges similar to
traditional for-profit businesses, “social enterprises carry the self-imposed burden of addressing
the needs of those belonging to the bottom-of-the-pyramid, at the risk of putting a strain on their
already limited resources™ (p. 51).

“The role of human resources in driving social enterprises’ success has generally been
neglected, although prior literature has suggested that HRM contributes to firm performance and
innovation” (Napathorn, 2018). Researches on the role of human resource management in social
enterprises have yet to grow in number. Extant literature related to social enterprise human
resources have focused on studying intention to establish a social enterprise; social enterprise
workers’ motivational needs and intent to stay; and intention to quit of social enterprises’
permanent employees, among others (Ohana et. al. 2010; Ayoub et. al. 2013; Chinchilla, 2017,
Barton et.al. 2018; and Caringal-Go et al. 2018). According to Napathorn (2018) “few studies have
paid attention to how social enterprises attract, manage and reward workers.”

Recruitment is any practice or activity carried on by the organization with the primary
purpose of identifying and attracting potential employees (Noe et al, 2015). Recruitment activities
are designed so that enough number of people apply for vacancies, the type of people who apply
for the available posts fit, and/or there is likelihood that those applying will accept positions if
offered. Organizational recruitment program aim to ensure that the organization has a number of
reasonably qualified applicants to choose from (Noe et al, 2015). Recruitment activities of an
organization has significant impact on its efficiency because these entail time and financial costs
(Mello, 2015). The aim of recruitment, together with other human resource strategies, is to hire
the number and quality of employees required to satisfy the strategic objectives of the organization
and to do so at a minimal cost (Napathorn, 2018).

Talent recruitment and retention is among the greatest challenges for companies around
the world especially with the diverse pressures that affect today’s business: the digital
transformation, the cost pressure, the demographic decline, the reduction of the recruitment pool,
coupled with the emergence of a new generation with different expectations on immediate
gratification, that is the millennials (Pinzaru et al, 2017). Millennials have “very high expectations
from companies where they choose to work: responsible organizational culture, actual values of
respect for the balance of personal — professional lives, flexibility, managers to play mentoring,
constant feedback, real opportunities for rapid career advancement, as well as pleasant
atmosphere” (Pinzaru et al, 2017, p. 736). There is a promising case for social enterprises with
regards to engaging the millennials. “Social entrepreneurship has become a youthful movement
engaged in developing social initiatives worldwide” (Tkacz, 2016, p. 20). Youth entrepreneurs
from the so-called millennial generation increasingly shape the extensive development of social
entrepreneurship transnationally.
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Given the importance of the human resource functions and the current developments in the
market for human resources, this study aims to address the literature gap on social enterprise
human resource management. More specifically, this study explored the recruitment and retention
strategies of social enterprises in the Philippines.

Conceptual framework

The conceptual framework of the study (Fig. 1) is developed by putting together the ideas
adapted from Tam & Gray (2016); Dees & Anderson (2002); Doherty, Haugh, & Lyon (2014);
Napathorn (2018) and Royce (2007).

The organization or business life cycle theory is grounded on the concept that businesses
develop through time in a “predictable, linear, and consistent manner” and as firms move along
these stages of inception, high growth, and maturity their organizational characteristics and
configurations change, requiring them to strategically respond (Tam et. al, 2016). At the early
stages of social enterprise development and when facing skills shortages, volunteers act as key
resource for social enterprises (O’Hara, 2001; Badelt, 1997; Cornelius et. al, 2008). According to
Napathorn (2018), social enterprises uses more of the sub-stream or alternative recruitment
channels compared to their mainstream counterparts. These channels allow social enterprises to
“attract qualified workers whose beliefs and attitudes are consistent with the objectives of social
enterprises” and avoid competition in the mainstream labor market (Napathorn, 2018). In the study
of Royce (2007), the social enterprise human resources can be broadly categorized as paid workers
and volunteer workers. In the absence of financial compensation, social enterprises turn to
incentivizing employees using non-financial rewards in order to retain them (Hynes, 2009). Dees
et. al. (2002) and Doherty et. al. (2014) identified the human resource management challenges of
social enterprises.

The study then will test the following propositions presented schematically in the
conceptual framework:

Proposition 1: Philippine social enterprises utilize more the sub-stream or alternative
recruitment channels at the early stage of the business life cycle.

Proposition 2: The proportion of paid workers to volunteers increases over the business
life cycles of Philippine social enterprises.

Proposition 3: Philippine social enterprises depend more on non-financial incentives to

retain workers.
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Figure 1
Conceptual framework
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Methodology

For this study, a multiple case design was adopted to enable the logic of replication or the
possibility of confirming or disconfirming the arguments drawn from the other cases. Qualitative
approach was used to collect comprehensive data on the social enterprise subjects.

Study respondents

Purposive or judgement sampling was used in the study. This method is appropriate for a
case study that involves working with small and informative samples. Purposive or judgement
sampling allowed me to select cases that will best enable me to answer my research questions and
to meet my objectives. The basis for judging the social enterprises for inclusion as subject of the
study was based on the definition of social enterprises by Dees and Anderson (2002). More
specifically, the following criteria were used: (1) registered as for-profit business and utilizes
market-based methods to earn income and remain financial sustainable; (2) the social cause is at
the center of the business and it exists and operates in order to pursue a social objective that will
benefit its stakeholders; and (3) at the early, growth or maturity stage of the business life cycle.
Key individuals involved in the social enterprises, specifically the owners and/or founders were
interviewed.

The study utilized both primary and secondary data. Secondary data about the social
enterprises were sourced from archival documents, web sites, published resources, and other
studies previously conducted involving some of the subject social enterprises. Primary data were
collected through an interview with the owners and/or founders of the three social enterprises.
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Data collection

A semi-structured interview guide was used in the conduct of primary data collection. The
interview guide contains eight open-ended questions that cover the following key data themes:
social enterprise background, organizational structure and recruitment and retention strategies.
Data were collected through a face-to-face interview. To set an appointment for interview, a formal
letter was sent by the researcher to the social enterprises via email. The letters were followed-up
through phone calls and email. The letter informed the interviewee about the title, the aims of the
research, the accompanying benefits and risks of their participation. The letter also included the
general topics covered in the interview. Finally, the respondents were asked whether they agree or
disagree to take part in the study. Voluntary participation in, or withdrawal from, the interview
was articulated in the letter.

The interviews were conducted at the chosen location and time of the interviewee. It started
with a very brief introduction and explanation for the visit with reference to the formal letter sent
and their response agreeing to the interview. Approval for audio recording was secured and ethical
considerations were exercised. Aside from audio recording the interview, note taking was done.
Blank spaces, tables and checklists that were placed in the semi-structured interview guide
facilitated in capturing the interviewee’s responses. The interview questions in the semi-structured
interview guide were asked in appropriate order. Questions were omitted accordingly once answers
have been provided. Furthermore, follow-up and probing questions were posed to the interviewees
to gather the data needed for the study.

Data analysis

The data collected were analyzed using the following processes: summarizing and thematic
analysis, categorizing, narrative structuring, and cross-case analysis. Summary tables were
prepared to show emerging trends in the changes in recruitment channels and manpower of the
social enterprise.

Narrative structuring involves creating a coherent story from the data collected during the
interview (Saunders, et al., 2010). Detailed case description of the four social enterprises were
written using narrative structuring. Summarizing involves condensing the meaning of large
amounts of text into fewer words allowing to determine the principal themes that have emerged
from the interview (Saunders, et al., 2010). Thematic analysis was used to recognize the patterns
that emerge in the data about the challenges in recruiting and retaining manpower. The recruitment
channels used by the social enterprises and the classification of recruited human resources were
categorized according to the a priori categories and were summarized in a descriptive table.

Cross-case analysis was performed to examine the similarities and differences in

recruitment and retention strategies and challenges among the social enterprises. Results of the
cross-case analysis were used to validate the propositions of the study.
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Results and Discussion
Case descriptions
Sierreza

Background. Sierreza was founded by Cherrys Abrigo in August 2018. It is a zero-waste
retail and convenience store, advocacy business, and a café & restaurant. Sierreza is selling a wide
variety of household commodities that can be bought by consumers in small volumes. This social
enterprise advocates fair trade. As a store that directly connects the farmers to markets, it carries
an array of organic agricultural produce from the farming community of Daraitan in Tanay, Rizal.
Value added products developed by Cherrys and her team are being served at the café & restaurant
utilizing the agricultural produce from the farms. The main social objective of Sierreza is to
practice fair trade and provide a stable market for the organic produce of farming communities in
the mountains. According to an interview with Cherrys Abrigo:

Every fresh produce sold in the store is bought at a very good price from the farmers...... the farm
gate price is equivalent to the market price, that is, whatever the current market price is and the price
known by the farmers. (Selling the product at Sierreza) is like renting a space in the market and
transporting the goods for free, the produce being picked up by me from the farm...... Even with
low volume of fresh produce, they earn a sizeable income and do not need to clear a big parcel of
land to grow these products and earn money.

The P500,000 initial investment used to establish Sierreza came from the founder’s
savings. During its soft opening in July 2018, Cherrys hired two staff / crew. The business
successfully took off and Cherrys found herself looking for additional human resources in August.
During the time of the interview, Sierreza was beginning to expand, with a new store soon to be
opened in Maginhawa Street in Quezon City. The expansion site is deemed to be strategic because
it is close to Ateneo and UP Diliman. The academic community, similar to what transpired in
UPLB, is expected to be able to grasp the concept behind Sierreza and be the captured market of
the business.

Organizational structure. Sierreza has a simple organizational structure. The human
resource is composed of the owner / founder, Cherrys, and six regular staff / crew. The staff are
not bound by a contract. In practice, there is no formal hierarchy in Sierreza. The owner considers
the human resource as a team and the staff are all management trainees. There are no designations
or positions, that is, the staff are able to take on different roles such as cashier, cook, dishwasher,
among others. During the first few months of operations Cherrys was hands-on in running Sierreza.
She focused on training her team to be able to let them operate the business on their own. The
dynamics is such because Cherrys wants the staff to be fully knowledgeable about the Sierreza
business model. They are trained in terms of skills, character development and of the principles
unique to Sierreza. Honesty is strictly practiced. At present, the business can be run by the team.
They were empowered to decide about operational issues.

Recruitment and retention practices. Sierreza relied on referrals from friends for human

resource recruitment for the soft opening in July. In the interview with the owner, honesty was
among her priorities. She needed individuals that can be trusted. Reaching out to her circle of
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friends somehow allowed her to recruit the human resources she needed. For the August opening,
the additional human resource was recruited through a Facebook posting accessible only to the
friends of the owner. When two of the workers resigned from work, the owner resorted once more
to social media posting that is limited to her circle of friends. In January 2019, applicants responded
to an in-store posting of job vacancy. After interviewing applicants, the owner involved her team
in the recruitment process to assess whether they find the applicant trustworthy and can effectively
work with the team.

From an interview, the recruitment challenges articulated by the owner are:

1. Finding someone who can take to heart the reason behind Sierreza's existence, own the
job, and not do the operations tasks just for the sake of having a source of income;

2. Increasing/improving capability to provide better compensation to the deserving
personnel; and

3. Finding someone who is completely trustworthy.

First Harvest

Background. First Harvest is a social enterprise based in Gawad Kalinga (GK) Enchanted
Farm in Angat, Bulacan founded by Tajen Sui, Catherine Patacsil and Nico Encarnacion, together
with two women in the GK community in 2013. First Harvest is a replicable template for
community-based small to medium scale facility for manufacturing heritage recipes tapping the
indigenous talents and available raw materials in the community. The social mission of the
enterprise is to be able to provide dignified employment to community partners that can uplift their
quality of life. On a broader scale, the enterprise seeks to contribute in improving the country’s
agricultural sector. In an interview with Tajen Sui:

Working at Gawad Kalinga, I was assigned to become the Kitchen manager, working with the
mothers or “Titas” in the community...... We thought about what can be done during the downtime
of the Titas in the kitchen. We discovered that the mothers in the community are talented and they
know how to produce something. So, the first product was peanut butter. We asked them to produce
the peanut butter for us, then we would pack them in jars without branding and label and we would
sell it. We pay the mothers afterwards. That was the start of the idea. In November 2013 we tried to
work the business, the concept and started selling. The operation was very backyard...... We
registered in 2015 and we are fully functional.

Working with P2,500 capital, the founders took advantage of GK’s credit line and network
when the idea of the peanut butter production was being tested. One of GK suppliers based in
Manila provided inputs such as peanut, sugar, and packaging, among others, on credit. Payments
are made after the products have been sold. Infusion of additional capital were done when they
started to receive bigger orders. First Harvest product lines include peanut spread, peanut crunch
and salted coco jam. First Harvest targets entry to four product lines, namely, dips, sauces,
dressings, and spreads. Revenues from sales of the products are ensured to have healthy profit
margins that can cover for the business' operational expenses and also fund the business for
expansion.

Organizational structure. The human resource of First Harvest is composed of the head of
operations, two full time production managers, one part time multi-media manager, and 15
productions workers employed in full time or part time capacity. Tajen Sui is the head of
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operations, still taking on multiple hats as head of marketing and sales. In terms of financing, he
monitors the production costing making sure that the business is running well and not losing
money. The two production managers are graduates of the School for Experiential and
Entrepreneurial Development (SEED) Philippines school at the GK Enchanted Farm. These
managers are knowledgeable about the social enterprise because they were interns at First Harvest.
After completing the SEED program, they decided to stay and become part of the First Harvest
human resources. The structure is established as such due to the current level of production and to
manage the production cost.

Recruitment and retention practices. When the social enterprise started, the production
workers consisted only of the two mothers from the GK community, who possessed the skill on
peanut butter production. When demand picked up and new workers were needed, First Harvest
recruited members of the GK community. The dynamics of the recruitment was unique. Since the
product quality has to be maintained and the skill and the recipe was known only to the two
mothers, the First Harvest management allowed the two mothers to select whom to train. They
were comfortable with passing down the recipe to their kids, neighbors, and friends. The two
mothers who own the recipe were then given royalties. At present they no longer work as
production workers. Given that the production capacity of First Harvest is not yet at the optimal
level, production workers are being assigned for the daily production work.

From the groups of trained production workers, the management identified key people and
developed a list of workers to tap to ensure the product quality. This list of personnel is used to
develop weekly production assignments. The schedule is properly communicated at the beginning
of the production week. With the streamlining, the business is able to stick to the production budget
and maintain product quality. More importantly, the management had the ability to trace back who
are accountable for production mistakes that resulted to rejects. At present, the business rarely calls
for additional workers because production became more efficient with the new machine and
production scheduling. While the business has fairly established its production workers, Tajen Sui
acknowledged the problem at the management level. If Sui is to leave his post, the business will
probably close because the structure is unsustainable.

GK Enchanted Farm has a monthly business camp targeting the yuppies who want to learn
about social entrepreneurship, finding purpose in their job, and are looking for new ways of doing
business, among others. The camp is the farm’s strategy to attract people to GK.

Messy Bessy

Background. Messy Bessy is a social enterprise founded by Kristine “Krie” Reyes-Lopez
in 2007. The business is in the manufacturing of natural, biodegradable, non-toxic home and
personal care products. The social mission of Messy Bessy is to provide education, employment
and rehabilitation for at-risk (formerly abused, trafficked, incarcerated impoverished) young
adults. The business sustains development programs for the young adults who are provided with
work training, formal education in high school and tertiary levels, work ethic enhancement
programs and counselling.
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An initial capital of P50,000 was used to start Messy Bessy in 2007. The products produced
were positioned as biodegradable, nontoxic, using all-natural ingredients that kill bacteria and
doesn’t emit toxic fumes and chemical residues. The products cost a little more than the
mainstream. With strong branding, the product lines have established steady following.

The youth in the company’s education program, called the learners, are part of the
company’s human resource. They are working in the different departments of the company — they
are assigned in the areas they are interested in and where they can be developed. While working
in different departments at Messy Bessy, they are earning money and are paying for their
scholarships.

According to Kristine “Krie” Reyes-Lopez:

We grew organically. In terms of the products, we would come out with more based on what the
customers would ask for and also based on what, we in the office, want. In the beginning it was
really very intuitive, we were just doing what we felt was going to do well. We kept growing, right.
Every year our sales grew, since 2007, really quite significantly. Sales growth was always at double
digits. So now that we’re bigger, the process is different. When we want a new product, decision
making is a bit more data driven.

Messy Bessy is in the high-growth stage of the business cycle, according to the founder.
Within the fast-moving consumer goods (FMCG) industry, the company is still small and the
market potential of the product is still big. “We are growing more than 30% every year, high
growth. I think compared to others in our industry that’s extremely high, compared to P&G, which
is growing at maybe 2%.”

Organizational structure. The top position in the organizational structure of Messy Bessy
is the chief executive officer (CEQO), who is also the founder of the social enterprise. In 2016 the
non-profit unit focusing on the social mission was put up. This was done to be able to focus on the
scaling and replication of the social program, independent of Messy Bessy. The non-profit unit is
called the HOUSE Foundation with three divisions / functions: replication, operations and program
design. A total of eight employees compose the non-profit unit, two of whom are learners. The
profit-earning unit is Messy Bessy. This unit consists of the sales, supply chain and marketing
functions. There are 38 regular workers in the sales division and 32 learners, being the biggest
division in the profit-earning unit. The supply chain function is led by a supply chain manager.
Under him are the production manager, purchasing supervisor, inventory supervisor and logistics
supervisor. The unit consists a total of 15 regular employees and 14 learners. The marketing
function, led by the marketing manager, has six workers. Three of them are regular and the rest
are learners. The shared services unit caters to the financing and manpower needs of both the non-
profit and the profit-earning units of the business. There are four regular employees and two
learners in the people center, and nine in finance and accounting (six regulars, three learners).

Recruitment and retention practices. When Messy Bessy started, the human resource
consisted of the owner / founder and the production workers, who were the beneficiary of the
enterprise’s social program. The owner hired human resources only on the third year of operations.
The recruitment of human resources was done almost every year at Messy Bessy because the
business sustained its growth and continued to fill in the needed workers.
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At the beginning, the owner worked together with the scholars. There were no volunteer
workers in Messy Bessy. Everyone was salaried. According to the owner in an interview,
“volunteers were for certain activities but not for the operations because it’s not sustainable. In an
interview with Krie Reyes-Lopez, she said:

(Our recruitment is done in) any normal way a business does it. So, we recruited via online, on
Facebook, and JobStreet. I also tap my network. For the scholars, we partner with the NGOs.

In the beginning it was very difficult. For one, obviously our compensation was not competitive, in
the beginning. And, also a lot of people didn’t really find the potential for a long-term work or like
the potential to kind of stay in the company and retire in the company and get the financial gain that
they want. Also, there’s low awareness. But now it’s a little bit different. The company is now able
to give competitive salary. Also, we find that it’s quite enticing for the younger workforce. They
like more purposeful work.

The company focuses on developing a culture of transparency, trust, collaboration and
being authentic to the mission. The owner believes that these are the best means to compel people
to stay in the company.

Cross-Case Analysis
Stage of business life cycle

Sierreza is the youngest of the three social enterprises, turning only one year in August
2019. It is the smallest of the three social enterprises in terms of human resources and market
coverage. Prior to establishment of Sierreza, the farm products of the IP farmers started to get
steady following towards the third year of selling these in Saturday bazaars, coupled with
promotion of the social goal behind the business of marketing the organic produce of the IP
farming communities through word-of-mouth. It did not become difficult to promote the value-
added products sold in Sierreza zero-waste store and cafe because all of these were processed using
the produce from the farms. While the owner has no formal business education, the marketing stint
in bazaars and linkage with other distribution channels for organic produce such as Healthy
Options and Good Food Community provided significant experience that contributed to the
conceptualization of Sierreza.

First Harvest has been up and running for over five years since its conceptualization in
2013. The current line of products is peanut and coco-based spreads, with future plans of including
dressing, dips and sauces on the list. The products are positioned as “lovingly prepared food using
real ingredients”. First Harvest has already attempted to expand its product line. It is, however,
limited by the availability of inputs needed for production. While the production facility of First
Harvest is based in Bulacan, its market coverage is not limited to the area, owing to its marketing
strategy of bringing the products “from the farm to the metro”. Aside from marketing to the people
who visits GK Enchanted Farm, First Harvest makes its products available at Human Nature Stores
nationwide, and online through the Human Nature online shopping platform. Human Nature is
another social enterprise affiliated with GK. First Harvest products are also sold at Salcedo
Saturday Market in Makati City and Sundays at the Skypark at SM Aura Premiere, among others.
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Messy Bessy is more than a decade old, and is the most established among the three. The
complexity brought about by the size of the business is depicted in its formal organizational
structure. It has the biggest human resource and volume of production among the three, with
market coverage reaching the entire country. Production is very systematic and is data driven.
While synthetic home cleaning and personal products are generally in the mature stage of product
life cycle, natural, biodegradable and non-toxic home and personal care products are still in the
growth stage. Customers are getting more conscious about the products they use at home. This is
evidenced by the double-digit year-on-year growth in sales of Messy Bessy. It is expected that the
business has a lot of opportunities to take advantage of in the FMCG industry.

Based on the analysis of the social enterprises’ current level of operations, coupled with
the owners’ self-assessment, Sierreza and First Harvest are in the early stage of the business life
cycle, while Messy Bessy is in the high-growth stage.

Recruitment channel

The cross-case analysis shows that Philippine social enterprises utilize alternative
recruitment channels in the early stage of the business life cycle. Both First Harvest and Messy
Bessy, for example, recruit from their beneficiary groups. The nature of the social mission of the
two companies, that is, provision of jobs to their beneficiary group, prompted them to recruit from
this alternative channel. Sierreza utilized the sub-stream channel to gain full control of the
recruitment process, and to ensure the recruitment of human resources that will embrace the
enterprise’s mission. The affiliation of First Harvest with Gawad Kalinga allowed it to tap GK’s
internship program, hence the business also indirectly used this channel. Other significant
advantages of the sub-stream channel utilized by the social enterprises in their early stage are as
follows: it is cheap, and recruitment is quicker. The two companies that recruited from their
beneficiary groups, however, had to train the hired human resources because they lacked the
necessary skills required for the operations of the business.

Results also showed that when a social enterprise moves to the next cycle of business
growth, it started to utilize the mainstream channel. Recruitment from mainstream channel was
possible because at the growth stage, the earnings of the business allow it to offer competitive
salaries and attract more qualified workers. Further, the level of operations requires that key
positions be filled with qualified workers.

Referral was used by the owner of Sierreza in order to hire candidates with characteristics
that fit with what the owner is looking for, particularly in the willingness to embrace and live by
the social objective of the enterprise. While the beneficiary community can also be tapped by
Sierreza for manpower, the store location suggests that it is more strategic to hire from the locality.
The field operations in the farm, however, can be done by the members of the IP farming
community. Hiring from them was actually part of the alternatives to the owner once the expansion
of Sierreza pushed through.

For First Harvest, its social objective is provision of jobs to their partner communities,

hence they are first priority as candidates for employment in the enterprise. The production facility
of First Harvest is located at GK Enchanted Farm, facilitating the identification of the social
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enterprise beneficiaries. Further, these beneficiaries, specifically the GK community mothers
became the human resources of First Harvest. The nature of the social mission mainly dictated the
reliance on alternative recruitment channel. These dynamics, that is, how close the business is to
the beneficiary group and how the social benefit is afforded to them, differentiated First Harvest
from Sierreza. First Harvest’s ability to provide jobs, however, is dictated by the facility’s
production capacity and product orders. Additionally, as one of the social enterprises in Gawad
Kalinga, First Harvest benefits from the internship program and business camp of GK Enchanted
Farm. The production managers at First Harvest came from the internship program. This provided
the opportunity for Fresh Harvest to develop its manpower from within the organization to take on
the higher management positions in the future.

The social agenda of Messy Bessy is also designed to help the program beneficiary to get
their education. To do so, they are employed as workers in the company so they can send
themselves to school while the company subsidizes their school fees. Similar to First Harvest,
attainment of the social mission of Messy Bessy entails involvement of the beneficiary group in
the operations of the business, specifically by providing them with jobs. When Messy Bessy started
to require additional human resources on its third year, the owner used web-based recruitment and
JobStreet, while still maintaining the alternative channels. The use of mainstream channels allowed
Messy Bessy to hire candidates with knowledge, skills and experience pertinent to the positions in
their key areas, such as chemist, pharmacist and a production manager who professionalized the
production system. They are paid with industry rates.

Table 1
Recruitment channels used by three Philippine social enterprises
Business Life Cycle Recruitment Channels
Stage Sierreza First Harvest Messy Bessy
1. Referrals from 1. Recruitment from 1. Recruitment from
Early friends vulnerable groups vulnerable groups
2. Facebook posting 2. Internship program
3. In-store posting
1. JobStreet
Growth 2. Web-based
recruitment
3. Network referrals

4. Recruitment from
vulnerable groups

The social enterprises in this study all hired paid human resources at the early stage of the
business. For First Harvest and Messy Bessy, these people were from their beneficiary groups. It
is inherent in their social enterprise model to tap this group as human resource, but not on a
voluntary capacity.

Aside from paid workers, only First Harvest had volunteers from the internship program
of GK. Being popularly known for its platform of incubating social enterprises, interns, both local
and foreign, come to GK for immersion and training for a certain period of time. These interns
were designated accordingly to the various social enterprises in GK. Four interns that were
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assigned to First Harvest stayed to become part of the regular workers. At present, only two of
them remained and are now paid employees of First Harvest. Volunteer worker is both a plus and
a minus according to the founder of First Harvest. Since they are in for immersion and training,
those that lack skills may affect the production output, especially if they participate hands-on.
However, those that do have knowledge and skills provide significant help. Because internship is
a regular program of GK, it can be expected that even if First Harvest grows to the next stage of
business life cycle, it will still have volunteers among future interns. Devising a strategy on how
to make the most of the free manpower have to be arranged by the enterprise.

Table 2
Human resource composition
Human resource Sierreza First Harvest Messy Bessy
classification Early Stage Early Stage Early Stage Growth Stage
Volunteers 0 4 0 0
Paid Employees 6 18 12 128

Recruitment challenges and retention strategies

The founders of First Harvest and Messy Bessy acknowledged that their financial
capability limited their recruitment efforts. This issue was specific to the early stage of Messy
Bessy, during which the business was not yet able to provide competitive compensation. When the
business started to earn profit, this was eventually overcome. The owner of Messy Bessy also
articulated that a lot of people could not find potential for long-term work and financial benefits
from social enterprises because of their low awareness about the nature of social enterprises. For
First Harvest, the financial liability hampering the recruitment process of the enterprise persists up
to present. The owner of Sierreza put on top of her list the challenge of finding individuals who
will “own” and “take to heart” the reason why and for whom the business was established. While
attractive salary was not an issue in recruitment, the owner of Sierreza would like to improve its
capability to provide better compensation for deserving personnel.

Competition from the mainstream market for better paying jobs is articulated by all the
founders. It is critical that those seeking employment in a social enterprise should embrace the
company’s reason for existence. Finding meaningful and purposeful work leads an individual not
to focus on the financial remuneration.

Table 3
Recruitment challenges
Recruitment challenges Sierreza First Harvest Messy Bessy
Limited access to skilled manpower
Limited financial capability to provide

attractive salary 4 v
Shortage and lack of manpower with
both business and social skills v v

Non-financial incentive is a recurring theme of the retention strategies of the three social
enterprises. The strategies are not formalized because they are rooted in the culture of the
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enterprises. The founders believe that “owning” the business and its social mission is the foremost
reason that cause their human resources to remain. Ownership of the enterprise and its social goal
are evident at Sierreza, where staff empowerment in making decisions concerning store operations
has implications on the attainment of its social objectives. In First Harvest, the production
managers, who are being groomed to replace the founder for the top post, are given key business
information and the necessary training. In Messy Bessy, it banks on the company’s culture of
openness, transparency, collaboration, and being authentic to the mission as the reason why people
stay.

Table 4
Retention strategies
Retention strategies Sierreza First Harvest Messy Bessy
Provision of financial or monetary
incentive
Provision of non-financial or non- v v v

monetary incentive

For these social enterprises, retention strategies are largely non-financial mainly because
in the context of businesses, social mission is a priority. Hence, a sizeable portion of the company’s
profits are used to pursue the mission. For First Harvest, it pays their workers living wage instead
of the minimum wage in the locality. This is how it is able to provide decent jobs that enhance the
quality of life of its beneficiaries. For Sierreza, profits are rolled over to cover operating costs,
while a sizeable amount is used to pay for the fresh produce of the IP farming communities at a
fair price. For Messy Bessy, which now has the ability to afford financial incentives to retain
workers, its priority is also to be able to cater to more disadvantaged youth. Together with the
growth of the profit-earning unit of the company is the scaling and replication of the social
programs. This translates to additional financing for the social program, which will essentially
come from the profits of the enterprise.

Conclusion and Recommendation

The role of human resources in driving social enterprises success has generally been
neglected even as prior literature has suggested that HRM contributes to firm performance and
innovation. Researches on the role of human resource management in social enterprises has yet to
grow in number, and few studies have paid attention to how social enterprises attract, manage and
reward workers. This study contributes to filling this gap in the literature by exploring the
recruitment and retention strategy of social enterprises in the Philippines.

This paper found that social enterprises in the Philippines use sub-stream or alternative
recruitment channels because the nature of the enterprise designed them to tap their beneficiary
groups as manpower. Further, these channels were less costly to use and facilitated faster
recruitment. Because the social enterprise owners have significant control over the alternative
channels, the ability to hire human resource that will own the business’ social mission is made
possible. As social enterprises move to the next stage of business growth and become more
financially stable, they utilize mainstream channels, while still recruiting using sub-stream
channels. All of the social enterprises employed paid human resources at the early stage of the
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business. Because of its strategic affiliation, one of the companies employed volunteers through
an internship program. Results of the study also showed that the social enterprise were financially
limited to provide attractive compensation during recruitment at the early stage of the business.
Prioritization of the social goal steered the companies to implement an informal, non-financial
retention strategy.

Recruiting volunteers through internship programs is a viable option for social
entrepreneurs. Engaging in partnerships with organizations, schools and other entities can provide
the social enterprises access to human resources. Through internship programs, social enterprise
owners can observe the behavior and performance of interns, and allow them to eventually absorb
those whose attitudes, behaviors and work performance fit with the culture of the social enterprise.

One limitation of this research is the case study methodology. Hence, results cannot be
generalized across social enterprises in the Philippines. Additionally, there is no social enterprise
in the maturity stage that was included in the study. While the study has provided empirical
evidence to validate the propositions of the study, it is recommended that this study be expanded
by including other types of social enterprises in the Philippines. Furthermore, additional studies
related to the strategic human resource management in Philippine social enterprises is suggested.
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